Approved For Release 2009¥05/16 : CIA-RDP81-00261R0007000100é71 -4

13 FEB 1976
MEMORANDUM FOR: DDA Management Advisory Group
SUBJECT : Comments on the Fitness Report System
REFERENCE : Memorandum from DCI Management Advisory

Group to Directorate MAGS, dated 26
January 1976, Subject: Concerns About
the Agency Fitness Report System

1. During the past six to nine months, the Security
Management Advisory Group (SMAG) has been reviewing the
Fitness Report system and considering methods of improve-
ment. Our particular area of concern has been the perceived
differences in the use of letter ratings by various super-
visors within the Office. A concensus of our members
believed that we did not possess the expertise to propose
solutions to what we believe is an Agency-wide problem.

2. Office of Security MAG strongly supports a review
of the Agency employee evaluations system. We would
recommend that any proposed survey would evaluate various
techniques in addition to exploring means for improving the
existing system. It is our opinion that the present systen
i1s not entirely effective, and we are interested in deter-
mining what other Federal agencies, as weIl a§ Private
industry, are utilizing in performance evaluatidm.

e ———

3. The DCI and Directorate MAGs should be represented
on a task force initiated to review the matter in addition
to knowledgeable management specialists within the Agency.
However, we would encourage such a task force to consider
the use of an outside firm or consultant to assist in a
review of the various techniques available. It is our
opinion that perhaps an outside firm or consultant could
provide meaningful input due to their expertise, independence,
and objectivity.
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is an area that SMAG will continue to discuss. At the
present time, it is believed that mandatory supervisor
training in evaluation techniques, more definitive expla-
flations..of the letter grades, and some type of rater
évaluation appear to offer avenues for improvement.
NPT

4. Refinement of our present Fitness Report system /
i
i

25X1A

Chairman
Security Management Advisory Group
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CLASSIFICATION 14
FITNESS REPORT

Approved For Release 2

SECTION A GENERAL INFORMATION

1. EMPLOYEE NUMEER ! 2. NAME (Last, first, middle) 3. DATE OF BIRTH !4. SEX |5. GRADE|6. 8D

7. OFFICIAL POSITION TITLE- 8. OFF/DIV/BR OF ASSIGNMENT|S. CURRENT STATION | 10. coDE (ck one) |
[HQS.I IDF

. TYPE OF APPOINTMENT 12, TYPE OF REPORT

11
] I ~ |oTHER (spec.] T T
CAREER RESERVE ONTRAC 'TEMPPORARY ANNUAL REN‘I\Eslﬁ'II'GN- SPECIAL

13. REPORTING PERIOD (from~to-) 14. DATE REPORT DUE IN o.P,

SECTION B QUALIFICATIONS UPDATE

IF QUALIFICATIONS UPDATE FORM IS BEING SUBMITTED WITH CHANGES, AND IS ATTACHED TO THIS REPORY, PLACE THE
WORD “YES” IN THE BOX TO THE RIGHT. IF NO CHANGES ARE REQUIRED, PLACE THE WORD “NO* IN THE BOX AT RIGHT.

SECTION C PERFORMANCE EVALUATION _
U—Unsatisfactory Performance is unacceptable. A rating in this category reciuires immediate and positive remedial action. The nature of the action

could range from counseling, to further. training, to placing on probation, to reassignment or to separation. Describe action taken
or proposed in Section D.

M—Marginal Performance is deficient in some aspects. The reasons for assigning this rating should be stated in Section D and remedial actions
taken or recommended should be described. .

P—Proficient Porformance is satisfactory. Desired results are being produced in the manner expected.

S$—Strong Performance is characterized by exceptional proficiency.

O—Outstanding Performance is so exceptional in relation to requirements of the work and in comparison to the performance of others doing similar
—Jisfanding

work as to warrant special recognition,

— " SPECIFIC DUTIES

List up to six of the most important specific duties performed during the rating period. Insert rating letter which best describes the manner in which employee
performs EACH specific duty. Consider ONLY effectiveness in performance of that duty. All employees with supervisory responsibilities MUST be rated on
their ability to supervise (indicate number of employees supervised).

SPECIFIC DUTY NO. 1 RATING
LETTER

- — ]
SPECIFIC DUTY NO. 2 RATING

LETTER

SPECIFIC DUTY NO. 3 RATING
LETTER

_*M—‘ﬁ
SPECIFIC DUTY NO. 4 RATING

LETTER
SPECIFIC DUTY NoO. § T RATING
LETTER
SPECIFIC DUTY NO. 6 - RATING
LETTER

OVERALL PERFORMANCE MQURRENT POSITION
RATING

Take into account everything about the employee which influences his effectiveness in his current position such as performance of specific duties, LETTER
productivity, conduct on job, cooperativeness, pertinent personal traits or habits, and particular limitations or talents, Based on your knowledge

of employee’s overall performance during the rating period, place the letter in the rating box corresponding to the statement which most accy-

rately reflects his level of performance.

FORM 45 OBSOLETE PREV(IOUS CLASSIFICATION (4)
873 FeiTroNs E2, IMPDET CL BY
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SECTION D ~ " NARRATIVE COMMENTS

Indicate significant strengths or weaknesses demonstrated in current position keeping in proper perspective their relationship to overall performance. State
suggestions made ‘for improvement of work performance. Give recommendations for training. Comment on foreign language competence, if required for
current position. Amplify or explain ratings given in Section C to provide best basis for determinirig future personnel action. Manner of performance of

managerial or supervisory duties and cost consciousness in the use of personnel, space, equipment and funds, must be commented on, if applicable. If

extra space is needed to complete Section D, attach a separate sheet of paper.

SECTION E CERTIFICATION AND COMMENTS
1. BY SUPERVISOR
MONTHS EMPLOYEE HAS BEEN IF THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION
UNDER MY SUPERVISION
DATE

OFFICIAL TITLE OF SUPERVISOR

TYPED OR PRINTED NAME AND SIGNATURE

2. BY EMPLOYEE

STATEMENT CONCERNING THIS EVALUATION |PATE
OF MY PERFORMANCE

HAVE ATTACHED l IHAVE NOT ATTACHED

SIGNATURE OF EMPLOYEE

3. BY REVIEWING OFFICIAL

COMMENTS OF REVIEWING OFFICIAL

DATE OFFICIAL TITLE OF REVIEWING OFFICIAL.

TYPED OR PRINTED NAME AND SIGNATURE

4. BY EMPLCYEE

1 CERTIFY THAT I HAVE SEEN THE ENTRIES IN |DATE
ALL BECTIONS OF THIS REPORT.

| SIGNATURE OF EMPLOYEE

-’ CLASSIFICATION
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SLOCLaR IO, Fitnesse Peport Reviston

The pranle of an organdzation are its proatest asgset, Yet, if not
Properly rmotivated, treated, counseiled and comsmnicsred with, both the
Ageney and g people Jose, Tho precont fitnese report ig inadequate,
t

. ge o o I - nerr am fe P D e . : . R B N S
portions of it overrated in rmpertance, 3o culy as good as the Water and
DT R T, CIE £ SN ~vme e T i mnen e an b e N r -
advaciiiag CIfladel aoe Sapnblo of propavdan, honoman chdroctynad nnd Aoromn

wide takes thousands of hours to prepare, wasticate, reprepare, type, atc,
Je 48 an armual hendache for all. concerned bucause of fts importance aund
its format., ¥ach rater is expected to prepare a literary plece reofldect-
ing on nig weiting skill or 180K OF 4L &0a wope Oicul chan Lot Db Ss .
layments peycho-analytical review rather than ldnited to purely professional
ratters. Yurther, they are mishandled, subiacted to nisinterprecacion,

read by pancels vhich change so frequently that in several years, shorteouinos
of an individunl ave g mattoy of cowmmon Inetvrleden cuosrg his contemnorarion

and’ suparvisors and vhercas wany tines his assets remain vnsung. Most
reports sfail In one or more Lopuet to reflect,a truly profcssionsl Tt b

<

due to tha lack of veitdng ckilils and/or g lack of kavwledge of wher 1s
- Yo% SRR fe eiwn Teiem A e e ~ i agme wata o ooy ey f
neeacd by panels and Fahigoioal o make o puzely prefecciongl cppradsat,

Corecre, and ves, Tivesz; hava heen mnduly influenced by the non~vrofesnuioasl
BERECES AT FRRRS renactg horii ¢ gerive Tl ivongs indtudl ! :

O Lo e

Prusal zon, My ressoan Lo wihich ara incerpreted far boyond what they shsuia
be in foportance vis a vis the individunl'a total wvorth ag an ctivlovea,

They aXins ore soen by dudividunla outeddn tha cereay ecavvice vhon conmidactan
rersons for overseas service or other reazongs.  His or her career ceivico
should select, neminate and ecnd the percon best jnalified for the job - iy
they chould sen the files. Venilal tranzgressions sre seldom forgiven and

can be used against the individual for years - and are., It is an unwritton
code vhich, if only the professional gide of the individual le reported, tha
individuel vould nnt suffer and be subject to the whin of panel wembers o
managemmmt vho can he unduly influenced by the written word and ospeciall
if he or she is a fricnd of«the rator or rated, Major problems with an
erployee should be the subject of a menorandun from panagement end scen by
the employece. Rebuttal shiould be permissible. -

19
Y

1]

Therefore, this guggedtion: ' ' e .

I would suggest most wrgently that a panel of peraos from
the various dirvectorates (at the highest level) ba convened to
revise the current gystem, possibly along the lines suggested
on the attachment.

by

\'\

I submit that the preparation of LOY's and eaforcemont of

keeping thon current would be adequate and sufifice as indices .
, of the individual's current responcibilities. Shevefore, the
..'v' A R il‘ . . i
. [ -

.
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needs of panels and mansgomnnt could ba met by afmnly having
& nunerdenl senle - gpe through oix « on a choek 1ist of
itens such as cited on the proposed Yorn Or yvevised, 17
necessary by the convenidag group, Space should be made avall-

.-able on trafvine recded, wnderonine oy comnleted,  Annual S
Yeports could be corbieted simply hy tmaoting "no change" from
the previcus report dn thoze {ustanceg vhere an 1OI has not
changed or e enpioyes has been verfomniug the game tasks foy

Frvae watimen ATl o R LA
. ae i r

FEATDE ool eV an monty mveah cnat v e
b o s ann R R AN D Sl e

) LRLEY S 3 = A S T -/ LT e W

[LETY

of the Lengthy report is 4 gross waste of time., The rater

and rated and revicwiag offleial (new rubboy stamp or addae
of information) should sit together vith the report and 7,01 in
hand end cormmmicure CACGH VAT Tue suier and oven choupn 'no
change" 15 the cubstanca of the rerort, 1LOT's should be in all

Personal jackots “or panely manuosnent or historleal reforence,
Regulations chould be uwore explicis aind ldnisaticn enforced
regavdiug who has peenen to fitnces ronorra and perzeonnel filles, -

The present tystom permits dnvasion of privacy by persons
who ghould not be waking deecidsions dnfluenced by non~professional

comnaniary, i ) S
ANVANT AR, . , S : . - . Lo
‘ # . '
Thoucands of ho re couvld be gaved dip preparation ‘and cleriecal effore;
personal aspects of dtems ited ax opinlovs of ke Doter o Revicwing .

c Tt lntex
twing dnfluonces on higher wmaznagement or pancelis:

e :
P Fa T
cing would thon be possible; tha enployee would

u
Lte
Offieinl. wrould ot be gl
a purely profesiional :
know Precisely those ay 2s where luprovenenta could ba made ox are expoctad;
such a simpiifiod rating would certainly be more apprepriaste for Wape
Toard ciployeas as well as specialists, and would lend fteelf readdly to
computerdzation. Suech a report would also place g more thorough knowladna
of the employeats capabilities at the level vhore relationships and par-
formance sre capable of being evaluated objectively and net unduly infiuence
panels and management which wepd and interpret volwainous subterfuga,
innvendo and unnecessary duformation when often they do not knowy tha
employes or thae debe They should not have to, Thia vould, also reproesent
& conslderable saving of time and effort. The grecatest advantage 1g not
measurable in dellars, but ig that advantage derived fram a secure feeling
by all that he or she ig racelving consilderage treatsent and understahding
that he or ghe {5 part of 'the big plcture' and 1a making a worthwhila
contribution and truly knows where he or she gtanda - ip short, a happler
enployce who 111 centribute more to produce a better Agoney and environnang,
Indircctly, fanilies would also benefit,
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YT, f . 1 - 4. ’)
(Using tha curvent ¥R ac a gutde)

Section A and B - No Change

. [}
SE‘ci"Ion C (chﬂmc) - PT:ZRFOP.}:IMICE EVALUATION.
Ansvers to the below Listed stateuents are Lo be graded on & scale
C.l: enn ':‘:..7.’ 'cN‘\ S'.'.:: -».-1 At e L: nv-n-nqu\-’ \\4'1—\ 1\(\{‘1‘1 1\!‘-\‘\:’"1 ﬁT\d "\'-"ﬂ F{"]

in the appropriate siote with a pchLl and . the gquares with pen reflect-
Ing the sane rating. The pencll narking ls for computerization; the pen
markinﬁ ie fow confiveacion of that marking, 1~OuLSLardivg; 2-Surong;

I~Froiicicnt; G~Marpiunl; 5~Unsaticfac vony; 6-Yot applicable to position.
Lo Ably leads, supervises, infiuences and Lotivatos l 23 45 Q {?;'
others in the suvecessful achlevement of tasks or l! a 1}1{1}, L
tivirdies,
Aaciiw KN (" ‘ - “;.\ ,;/
2« Foexforums all sssigned tashs vithin recasonable 12348546 ~ y“”l
tihu..- porioed. ;-nrm:—’-'% t -.,{
3. I8 security cousclous. L 123456
: “
4. Is cost consclous in the vee of property, 123 G
\pvndatura of Jhﬂduo « ;
S« I8 capable of performing wrditen expression,’ L23456¢6
. W
6. Uses good sound Judgmant end comwmon sense. 1234506
. . . . . . [ 18 )
7. Is a team plaeyer in his 5nterper sonal relation— - 123456 ’
ships. : ' : w
8. Adapts to changing situatilcns. : : 12 3456
, € o
9. Accepts divection and tales appropriate ac;*on » 123456
csponsively and responsibly., - . “
10. 1Is creative. g : - .I2345¢6
- . i ‘\ N
JL. Willingly nccepts all assignments on the job. 123456
oo, ~ o : oo .
LY -0 L I [N -
]
-G
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13. Willinply acéepts anslepmente othar than .12 514 ﬁmﬁ. o
those of i nnt'vn'a]]}t ruf:;q-f_rmnd toata, Fden ErE
4. Orally cormunicates with all cchc101u. 12 3'4-5 6 "
. L3
- . - & N ~ - - .
130 Tz ocopatic of coLoptlug prlaiis . La534308 N
responsibjlity ' : o ‘
' . . ' ' ’ te
- 16. - Ia cmmblc of producing a "finished" . 123456
' Procuct &8 assigned, o
g : : i
17, Yieeds 1dttie or no supervicory guldonea, 12345%¢6
. : o
* »
le. )ﬁnual and Oiclh Loawm recoxd. 12345%¢% o
{ i
. 18, Yakes dniviative to further big or hew - 123456 ¢
’ growch through fuiciocive to acquire knowledge. ot
« - s ff
20, P "-!mr. Enbog duda hnan. vt ths Tes o mf 10 3 bl\ 5 7 g
.i.nerm.tJ_uu, now congdder evervirmivg ahout R wo v. &
= the emploves whieh Indlnences his effsccive- :
ness in his curvent cuch os productivity, ;
ecuduzt on the fob, povscnnl tratis or hobiss .
end particuler limitatdons or talens. If you :
ﬂcel comment is roquired, make such comrnents {
Ia the space provx&cd for commnent on this S !
rcport. P L
‘ TOTAL “COP? (Do not Inelude r——y
, , _ .o zmy 6 re tings)
’ '\'" I 7 . 4 ’ ’ |-."..
oy N ’ . . . . : P
SECTION D : . _ oy
Utilize this cection, only prepared much smaller, for training require~
uents, training recoived or ancicipated, , N ‘ Y
; S o
SECTION L ~ CL "U‘!I‘TC.!‘ rIOT AND CGI'E'I_EHTS T ) ' oy
. Same’ aS currvent IR nvoepr 2, 3, and 4, LeaVc'Z'i 15 but delete N
slgnature' space. Utilize gpace numbered 3 for any comments. of vater, rated :
_or revicwer renulting from diccuuoiol of the report ond title accordinzly, o

w

Utllize a space number 4 for all three ujgﬂdLuTLd and date,

i N

Rater ~° JlRﬂth' o . Reviewing 0fficial Date

Iy
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26 January 1976

MEMORANDUM FOR: Members of Directorate MAGs
SUBJECT : Concerns About the’ Agency Fitness
Report System

1, Attached is a draft of a memorandum prepared by the
DCI Management Advisory Group. The DCI MAG members are
satisfied with the text you see but have concluded that additional

- thought and investigation must precede completion of paragraph

five. The DCIl MAG members support initiation of a review of the

system the Agency uses to describe and evaluate employee perform-
ance, but are uncertain as to:

a. Whether the review should be limited to
developing means of improving the present system or,
rather, should also evaluate other techniques.

b. . The role the DCI MAG and Directorate MAGs
should play in such an investigation.

- c. The recommended composition of the task
force established to conduct the investigation should
the MAGs decide not to undertake it entirely on their
own.

2. Each Directorate MAG is invited to send one or two
representatives to a special meeting of the DCI MAG scheduled for
20 February. The representatives should be prepared to give the
views their organizations hold on the above subjects and, in
addition, be ready to discuss the importance of and use of the
letter-grading system in the Directorates. '

STATINTL

or
The DCI MANAGEMENT ADVISORY GROUP

ADMINISTRATIVE -- INTERNAL USE ONLY

PP
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MEM.ORANDUM FOR: Director of Central Intelligence .
SUBJECT : .Employee Concerns About Fitness Report
Evaluations
1. For some time, the Management Advisory Group has been

A e Mttt o

considering ways in which the current Fitness Report s'ysfem could be
improved. Although the DDO MAG initially called this subject to our
atte'ntion, concern about Fitness Reports ‘appears to be widespread
among erpployees in every Directorate,

2. As we perceive them, employee concerns lie not so much

in the design of the rating system itself, but in the variety of ways

- Supervisors interpret and apply the evaluation standards. These

concerns are borne out by statistical evidence that shows what we

believe to be unrealistic differences in the distributions of ratings

among the four Directorates, unrealistic differences within components

I
i
1

‘of the same Directorate, and other deviations that seriously degrade

the utility of the letter grades. The deficiencies have long been

recognized, and the ranking panel System that now exists in every
[

Directorate was in part established to counterbalance the inequities,

but its degree of success is unclear,

ST T RIS sy e iy TR TR N i b, Tor r—,:;_ygun»:rfw«;-s»-.j:--'-:l:':}wvmr?'ﬁ"’-ﬁw-: ‘:v-;'-m.-n{,‘w: PR TTE ERe png
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3. Better supervisor training CZ)uld serve, some believe as
a vehicle for improving'rating objectivity.- Thé one course devoted
exclusively to the subject is a two-day "Performance Evaluation
W;)rkshop" offered by OTR on request. Fitness reporting and Letters

of Instruction are also addressed for one day  during the five-day

"Fundamentals of Supervision and Managément” offered.ten times
during 1975, Clearly, the present course offerings provide infor-
mation only to a fraction of the pool of supervisory personnel, and
no data are available on their.effectiveness,

4, \One potential way of reducing the non-uniformity would

be to close a‘present information gap by providing supervisors a
N,
\\

"dynamic feedback! mechanism through which a supervisor could

™,
\'5

N r
compare his evaluatiorig with those of his peers. Under such an
k‘\\ )“r“' .

approach, a supervisor pe}io\dically Ip,ig’ﬁf be.provided an indication

of the amount by which his reg:e‘“r_l_%'w;yaluations deviated from the median
for his Office or Directorate. In additioﬁ“—@ showing supervisors

k’—._‘l .
whether they have been more or less liberal than .their colleagues,

i "

such comparison data might simplify the deliberationg""ofAﬁranking panels

and help briing large, continued excursions to the attention of manage-

'

ment. It has a serious drawback, however, in that it tends to dampen
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out reflection of the ranges in skili-and -effort needed to discharge the_

s
g

e, e

many dlffeggrﬁ(funcuons performed by Agency personnel on the same

plnt

"

e

pay-scale level,

5. MAG believes that concerns about ihé lack of uniformity
in the application of Fitness Report evaluation criteria are justified and
that improved means of describing emplqyee performance can and should
be developed, We recognize that an‘y substantial change in the. approach
taken would have far-readhing :yamificati‘ons ,7 and while we are not
without ideas we are reluctant to make propoéa]s in the absence of

fuller appreciation of their implications,
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